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This study focuses on the. Atlanta University Center Science Research 
Institute (AUCSRI). AUCSRI "was founded in 1966 by members of the 
Science Community in an effort to promote collaboration and cooperation 
in research endeavors among scientists, mathematicians and experimental 
psychologists" of the Atlanta University Center (AUC). Its expressed 
purpose is to "assure that sponsored research and academic projects are 
congruent with objectives of the Atlanta University Center- and its 
member institutions and that unnecessary duplication of effort is avoided 
in program administration of such support."^ Hence, the guidelines of 
the Institute were developed to "allow for institutional and center 
scrutinization before a proposal is formal!;/ submitted for funding."^ 
■^Letter from Dr. Walter Sullivan to Dr. John Haynes, 31 May 19 78, 
Atlanta University Center Science Research Institute, Atlanta, Georgia. 
The Center came into being in 1929 when Atlanta University, More¬ 
house College and Spelman College signed a "Contract of Affiliation." 
Later Morris Brown College, then Clark College and finally the Interdeno¬ 
minational Theological Center joined the alliance. Each of these institu¬ 
tions is fully independent and autonomous, having its own governing board, 
budget, endowment and curriculum. In 1972, the six institutions initiated 
a "Plan of Reorganization" to strengthen and expand collaborative efforts 
and to seek greater effectiveness and economy in both administrative 
functions and academic programs. The reorganization included creation of 
the Office of Chancellor and a small support staff. The purpose of the 
Atlanta University Center, Inc. is to give leadership to coordinated 
Center-wide planning, to administer such programs as are delegated to it 
by two or more of the member institutions and to serve as a vehicle for 
interinstitutional cooperation. ■— Atlanta University Center Public 
Relations Release, 30 June 1978. 
^Atlanta University Center Science Research Institute, "Grants and 
Contracts Administration," Atlanta University Center, Atlanta, Georgia, p. 2. 
^Ibid. , p. 3. 
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The following objectives were envisioned from the outset: 
* Develop areas of excellence in research 
Continuously apprise scientists of available 
* research grant and contract opportunities 
Maintain and publicize the record of research 
productivity by AUCSRI members 
Develop avenues of funding to support research 
* programs of AUCSRI members 
Assist AUC member institutions in. obtaining new 
' equipment and facilities for scientific research 
Serve as the conduit for research grant and 
* contract applications and to provide administra¬ 
tive services for any awards received therefrom 
Frovide assistance to all AUCSRI members in the 
r: 
* development of research grant and contract applications. 
: 
Later, these objectives were refined to read: 
To serve as a conduit for grant proposals from 
and grant awards to the Center 
To provide administration of grants and contracts 
' consistent with policies of the Center and member 
institutions 
To operate an information center relative to 
* research interests and guidelines of granting 
agencies, foundations and private industries 
To promote research among faculty members of the 
* Center 
Enforcement of regulations relative to conflict 
of interest 
To ensure compliance with regards to guidelines 
* pertaining to the use of human and/or animal 
subjects 
To edit and publish an Atlanta University Center 
Research Bulletin 
Atlanta University Center Science Research Institute, "Science 
Research Institute," Atlanta University Center, Atlanta, Georgia, p. 1 
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To maintain and publicize research productivity within 
the Center 
To provide, in collaboration with the Grants Fiscal 
Management Office, information regarding fund 
balances for individual principal investigators^ 
This effort to pool scientific and mathematical research resources amongst 
the faculties of Atlanta University, Clark College, Morehouse College, 
Morris Brown College, and Spelman College, was designed to enhance the 
research capabilities of each member school, except the Interdenominational 
Theological Center. Each institution's science faculty members are 
"automatically members of AUCSRI.The ultimate goal of the Science 
Research Institute (SRI) is to "become a Center of Excellence in Science. 
It is envisioned that this consortium of minds, being of diverse back¬ 
grounds, will attain research excellence. 
This expectation was born out of the argument that a "united thrust ** 
of this type will enhance our stature with potential donors, grantors 
and contractors.It was reasoned that: 
The maintenance of central offices for program and fiscal 
• grant management provides a service not currently 
identifiable elsewhere in the Center. This will save 
money, personnel, facilities and equipment for seven 
distinct operations. 
"Grants and Contrac-Ls, Administration,11 pp. 2, 3. 
^Atlanta University Center Science Research Institute, "Atlanta 
University Center Science Research Institute," Atlanta University 
Center, Atlanta, Georgia, p. 1. 
8 Joe Johnson, Memorandum to AUCSRI Executive Committee Members on 
Reorganization of AUCSRI Structure, 25 November 1975, Atlanta University 
Center Science Research Institute, Atlanta, Georgia, p. 6; Atlanta 
University Center Science Research Institute, "Atlanta University Center 
Science Research Institute By-Laws," Atlanta University Center, Atlanta, 
Georgia, pp. 1, 2. 
^"Grants and Contracts Administration," p. 4 
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The presence of these offices will improve the 
• monitoring of programs for adherence to agency and 
institutional guidelines. 
The Office of Sponsored Research will relieve 
• faculty members of the task of keeping up with 
various grant opportunities and deadlines. 
The combination of activities under one "umbrella" 
• will yield entitlement monies from the National 
Institutes of Health which are now lost because of 
fragmentation of effort. For example, the National 
Institutes of Health will provide development funds 
for biomedical research when the consortium has three 
or more NIH grants totalling over two hundred thousand 
dollars. We currently have three such NIH grants 
among the six institutions, but only two are under the 
AUC umbrella. Thus, we are losing around two hundred 
thousand dollars which could otherwise be divided 
between the Center and its members.10 
Upon the inception of SRI, the supportive argument read: 
Why Should There Be A Science Research Institute? 
The record of scientific research productivity 
by historically black institutions is extremely poor 
for reasons too numerous to enumerate. This has 
resulted in these institutions losing valuable financial 
support which could be utilized to improve the quality 
of their science faculty, resources and students. The 
accompanying overhead charges would have benefited the 
overall college program. Thus, the Harvards, Georgia 
Techs, Emorys, Vanderbilts, and others have benefited 
from such support while most black institutions have 
suffered in part from the loss of potential support. 
Collectively, the member institutions of the 
Atlanta University Center have one of the largest, 
strongest, and most diversified science faculties in 
the country for the size student body served. This group 
represents the largest collection of black scientists 
anywhere. This, along with collectively strong science 
research facilities, offers one of the most inviting 
environments for scientific research and development. 
These factors offer a strong foundation for the support 
of an individual or collective endeavor which seeks 
outside funding. However, a collective effort will increase 
5- 
the likelihood of greater funding support than would be 
realized through individual institutional efforts. 
Collaborative and cooperation have resulted in the 
receipt of several large grants and the establishment of 
some facilities which would have otherwise been unavailable. 
AUCSRI helps AUC member institutions save funds by 
providing services which would otherwise be duplicative - 
e.g. - grants management, publication of a grants and 
contracts bulletin, clerical services for preparing pro¬ 
posals and manuscripts, contacts with potential funding 
sources, and research equipment. AUCSRI also stages con¬ 
ferences - such as the 1978 Minority Biomedical Support 
Symposium - provides seed monies for faculty and student 
research, and assists in the development of major proposals - 
such as the Resource Center for Science and Engineering.-*■*- 
Since its inception, SRI has been the "primary' vehicle for the development 
of a number of essential and highly successful programs."-'-- These include 
1. Initiation of the Biomedical Sciences Research Improvement 
Program (BISRIP) in 1972 at a value of $3,200,000. This 
program was renewed at a value of $2,650,000 in 1977. The 
program has generated nearly 100 papers which have appeared 
in refereed (well-known) scientific journals and produced a 
number of students who have obtained P’n.D. degrees In biomedi¬ 
cal sciences since leaving their home institutions of the AUC. 
2. The Minority Access to Research Careers (MARC) Undergraduate 
Research Training Program in 1977. This program will support 
ten students per year over a five-year period and will provide 
the students stipends and tuition and fees. Participants will 
engage in significant biomedical research training activities. 
3. An award to host the 1978 and 1979 Minority Biomedical Support 
(MBS) Symposium. This program attracts approximately 2,000 
scientists and students from most of the nation's minority 
colleges and universities. ... 
4. Receipt of a Biomedical Research Support Grant (BRSG) from 
NIH. This award provides seed monies to AUCSRI members for 
the support of pilot research projects. 
5. Receipt of support funds from the Josiah Macy Foundation for 
the support of three highly successful Molecular Biology 
Institutes for selected professors from minority institutions. 
^"Atlanta University Center Science Research Institute," p. 3 
Ibid., p. 3. 
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6. The successful initiation and implementation of an 
Undergraduate Research Participation (URP) program 
funded by the National Science Foundation. 
7. The loan of a Visiting Professor in Physics/Engineering - 
from Corning Glass Works during the 1977-78 fiscal year. * 
8. Research investigations into problems of cancer, muta¬ 
genesis, computer science applications to the sciences, 
heart and blood problems, organic syntheses, biochemical 
problems, physiology, molecular biological areas, and 
experimental psychological problems. 
9. Reconstitution of the AUCSRI Human Subjects Committee. 
10. The successful staging of a workshop involving twelve 
upper echelon NIH officials within the AUC. The purposes 
of the workshop were to acquaint AUCSRI members with the 
missions and operations of NIH and to encourage them to 
submit more research proposals to NIH. 
11. Publications of the AUCSRI Grants and Contracts Bulletin 
and the AUCSRI Newsletter. 
12. Collaboration in the development of the successful Atlanta 
University Resource Center for Science and Engineering 
Planning Proposal which was funded by NSF. 
13. The designation of a Radiation Safety Officer for AUCSRI. 
14. One member of AUCSRI is the recipient of a Career Develop¬ 
ment Award from the National Cancer Institute.13 
Federal agencies, primarily the National Science Foundation (NSF) and 
the National Institutes of Health provide the bulk of SRI’s grant 
funding (See Appendix A). As an effective administrative unit, SRI 
seeks to expand and develop research expertise, and provide a conducive 
intellectual atmosphere for teaching, as well as, critical inquiry 
through research and creative activities. The grants management 
function is a vital key to this endeavor. Grants management finds its 
purpose in the benefits of grants to educational institutions. 
• > 
13 Ibid PP* b 5. 
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AUCSRI submits that: 
Many educational institutions have enjoyed a 
successful history of involvement with research grants 
and contracts. This involvement has contributed 
significantly to the growth and development of such 
institutions. Thus, the academic reputations of 
participating colleges and universities have been 
enhanced immeasurably. Direct and indirect costs from 
grants and contracts have allowed educational institu¬ 
tions opportunities to offer higher faculty salaries, 
modem teaching and research facilities, and scholar¬ 
ships for students. The main impetus for such activities 
has come from financial support provided by federal, 
state, local agencies, private foundations and private 
industry. 
The primary reason why any institution of higher 
education seeks such financial support is to fulfill 
institutional objectives and goals. Therefore, member 
institutions of the Atlanta University Center realize 
considerable extramural support for research activities. 
The Science Research Institute (SRI) has been organized 
to facilitate and increase this support via research 
grants and contracts awarded to its members. 
In view of AUCSRI's primary objective of serving as the program 
administration vehicle for research grants and contracts, an effective 
grants management system is vital to its operations. Accounting for 
the expenditure of grant funds is a critical issue in the primary focus 
of this paper. 
The intent of this study is to examine the grants management process 
of AUCSRI with the express purpose of identifying and citing deficiencies 
related to the present grants management process, and developing a grants 
management system model designed to improve the grants management function. 
As Dr. Walter Sullivan's (AUCSRI’s Director) administrative intern 
for the 1977-78 school term, this intern was assigned to (1) assist the 
director, his administrative assistant, and secretary with administrative 
^Atlanta University Science Research Institute, "Research Policies 
and Procedures," Atlanta University Center, Atlanta, Georgia, p. 1. 
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tasks and projects; (2) peruse federal publications (the Federal 
Register, the Commerce Business Daily, and standard NSF and NIH written 
communiques); and (3) compose SRI bulletins and newsletters. In the 
course of these responsibilities, it was determined by Dr. Sullivan. that 
SRI needed to implement a more effective grants management system. 
Subsequently, this intern elected to assess the present grants manage¬ 
ment process in order to develop a grants management system model. 
This study will stress administrative factors. The focus will be 
on AUCSRI's goals and objectives, funding, staffing, coordinating, 
reporting, and budgeting. Proposal writing, organizational characteris¬ 
tics (i.e., informal structure, delegation of authority), and the 
X 
actual grant program particulars (i.e., indirect and direct cost, 
negotiation of the award, award receipt and notification) will not be 
focused upon. The study will center around the administration of the 
award, i.e., fixing responsibility, closing out of accounting reports. 
In effect, the paper is concerned with the accountability of AUCSRI's 
grants expenditures. 
The research methodology utilized in this study was designed to 
determine feasible, implementable alternatives to correct the 
inefficient processes of the present grants management system. The 
methodology involved: 
1. examining AUCSRI materials (i.e., reports, files); 
2. use of the observation-participant method throughout 
the internship; 




. reviewing standard grant guidelines imposed by 
grantor agencies, primarily the National Science 
Foundation and the National Institutes of Health; 
5. attending the April 12-14, 1978 "Fundamentals of 
Grant and Contract Management" professional 
program conducted by the National Association of 
College and University Business Officers; 
6. administering unstructured interviews to selected 
grants management practitioners to obtain primary 
data; 
7. identifying problems related to the present process 
and to make recommendations which will lead to the 
development of a grants management system model. 
This research procedure was used to provide answers to the following 
questions : 
1. What is the present grants management process? 
2. What problems are synonymous to the present grants 
management process? 
3. What is the "modus operandi" and mission of AUCSRI 
under its present director? 
4. Should there be revisions of AUCSRI’s grants 
management process? 
5. What, if any, recommendations will be necessary 
and feasible? 
Thus, the primary goal is to reduce and/or eliminate accounting defi¬ 
ciencies in the grants management function in AUCSRI. 
II 
THE SETTING 
AUCSRI is located in the Atlanta University Center(AUC) at 360 
Westview Drive, Atlanta, Georgia. AUCSRI's Director administers the 
directives of AUC's Chancellor, Provost, and AUCSRI’s Executive 
Committee. AUCSRI’s immediate staff is composed of its director, 
administrative assistant, administrative secretary, administrative 
intern, and work-study students (two students during 1977-78 school 
term). Since 1972, over "8 ruillion dollars worth of research projects 
have been sponsored by the Institute"^ (See Appendix B). In addition, 
AUCSRI reports that "over the past five years, members of AUCSRI have 
been responsible for obtaining in excess of eight million dollars worth 
of research grants and contracts."16 
AUC is considered to be -"the largest collection of scientists, 
mathematicians, and experimental psychologists, who are black, to be 
found anywhere in the world. As of May 1978, AUCSRI members totalled 
”128 persons in Biology, Chemistry, Mathematics, Physics, and Experimental 
Psychology."18 Currently, the Institute is sponsoring ten research grants 
"totalling over 4.4 million dollars," while concurrently coordinating 
•^Letter from Dr. Sullivan to Dr. Haynes. 
16 "Science Research Institute," p. 3. 
17 
Letter from Dr. Sullivan to Dr. Haynes. 
-10- 
-11- 
several proposals^"9 (See Appendix A). During the 1977-78 academic 
year, approximately fifty-five Institute members (out of approximately 
ninety-seven professors) and seventy-five students were involved in 
70 Institute sponsored research. 
In the near future the Morehouse Medical School (presently in the 
implementation stage) "will allow basic scientists of the Institute to 
collaborate in various endeavors with medical scientists."21 Also, it 
is "anticipated that SRI will eventually be housed in a structure which 
will have laboratory and office facilities for SRI research activities."22 
SRI policies and procedures range from program administration con¬ 
cerns to those of purchasing, patent rights, and the reporting of research 
findings. The Institute provides seed funds for quality and worthwhile 
proposals; accepts projects of any nature, from practical studies to 
highly theoretical studies; and awards grants in the same manner as the 
*7 ^ 




Atlanta University Center Science Research Institute, "Science 
Research Institute Atlanta University Center Fact Sheet," Atlanta 
University Center, Atlanta, Georgia, p. 1. 
9 'x 
Seed funds are starter grants. Such funds will allow investigators 
who are without support to initiate projects which may later attract 
additional support once preliminary data is collected. Such funds may 
also be used to assist investigators who are in a period between funded 
support. 
o / 
better from Dr. Sullivan to Dr. Haynes. 
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Due to the "Large number of scientists located among the five 
institutions, there is a natural diversity of research expertise which 
gives tremendous strength and versatility to research endeavors" of 
AUCSRI. ^'5 Some "representative research areas of AUCSRI members" are 
plasma physics, aerosols, laser-raman studies, photochemistry, hyper¬ 
tension, toxicology, and thermodynamics.^6 
Research projects are underway in the areas of Experimental 
Psychology, Polymer Chemistry, Microbiology, Developmental Biology, 
Biochemistry-Molecular Biology, Biophysics and Biophysical Chemistry, 
Organic Chemistry, Analytical Chemistry, Inorganic Chemistry, Natural 
Products Chemistry, and Physiology.^ Various pieces of sophisticated 
and standard research instruments support AUCSRI's research faculty, 
e.g., Electron Spin Resonance Spectrometer, Ultracentrifuge, Infra-red 
OO 
and Ultraviolet Spectrophotometers, and an X-Ray Diffractometer. A 
vital resource tool for research in AUC is the AUC Computer Center, 
located on the Morehouse College Campus, which is the result of a 
collaborative effort of the AUC member institutions. 
AUCSRI's Director conducts the day to day affairs of SRI. AUCSRI 
By-Laws stipulate that the "Director shall be responsible by way of 
direct personal action as well as through delegated responsibility, for 
all operational phases of and all services pertinent to the successful 
9 c: 
“ "Science Research Institute," p. 2. 
^‘Atlanta University Science Research Institute," p.2. "Science 
Research Institute," p.2. 
27 
"Science Research Institute," p. 2. 
28 
Atlanta University Center Science Research Institute, Science 
Research Institute - Atlanta University Center," Atlanta University 
Center, Atlanta, Georgia, p. 2. 
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operation of the Institute."39 He is responsible to the Provost for the 
"coordination of collaborative research endeavors of scientists within 
the Atlanta University Center."30 xhe Director is advised by an 
Executive Committee^! and assisted by administrative staff (See 
Appendix C). Officially, he has five major duties and responsibilities: 
1. Research Administration (provide information regarding research 
opportunities; assist in the development of research proposals; 
interpret program guidelines, program deadlines, and missions 
of agencies and foundations); 
2. Grants Management (develop and implement the system; provide 
assurance that researchers are in compliance with program awards 
and are accountable for their investigations); 
3. Publications (publish AUCSRI Newsletter and brochures, a periodic 
Grants and Contracts Bulletin, and various reports; 
4. AUCSRI Office Administration (supervises the operations of the 
office which consists of an administrative assistant, admini¬ 
strative secretary, administrative intern, and work-study 
student;) 
5. Minority Biomedical Support Symposium (serves as Director of 
Symposia; plan and implement symposia activities).32 
The constant priority of the Director is: (1) identifying sources for 
funds, (2) assisting investigators to apply for funds, and (3) preparing 
follow-up reports upon project termination. Recently, managing grant 
funds has become a priority. 
^"Atlanta University Center Science Research Institute By-Laws," p. 2. 
30 
Atlanta University Center Science Research Institute, "Atlanta 
University Center Science Research Institute Director," Atlanta University 
Center, Atlanta, Georgia, p. 1. 
31 
SRl's Executive Committee is representative of each member institu¬ 
tion's faculty. It consists of two institutional representatives (appointed 
by their respective college/university presidents) from each AUC member 
institution except the Interdenominational Theological Center. 
32 
"Atlanta University Center Science Research Institute Director,” p. 1. 
Ill 
ANALYSIS OF THE PROBLEM 
The grantor more often is concerned with the proper expenditure of 
its allocated monies. Though considerably concerned with scientific 
accomplishment, accountability becomes the priority upon the funding of 
a proposal since the value of a funded project is more often determined 
in terms of cost benefit analysis. Subsequently, both performance and 
budget accounting become paramount concerns of the grantor, and critical 
concerns of SPvI. It is understood that improper expenditure and/or 
research more often means curtailment and/or termination of funds. 
However, the priority of SRI has always been the securing of funds - 
proposal preparation for more grants, more money. 
An incessant problem for SRI has been the difficulty in assisting 
project directors, principal investigators, and/or program managers to 
properly account for grant expenditures. AUCSRI has been assigned the 
responsibility for providing "administrative management of research grants 
and contracts sponsored by AUCSRI."33 SRI's Director is responsible for 
developing and implementing a grants management system to provide 
"assurance that researchers are in compliance with program awards and are 
accountable for their investigations."^ SRI's difficulty in monitoring 
budget expenditures is the basic problem. 
It is imperative to remember that money is difficult to obtain. 
Consequently, one must properly manage it. Efficient financial manage¬ 
ment is essential. The National Association of College and University 
O O 




Business Officers (NACUBO) insists that financial management is a 
major requirement of Federal agencies. NACUBO contends that "budgeting, 
accounting and determination of allowable costs," (encompassing expendi¬ 
ture limitations, submission of financial reports, rebudgeting - 
including program and budget deviations, record keeping, and closing- 
out of projects) is synonymous with efficient financial management. 
In 1976-77, the Department of Health, Education and Welfare cited 
several major colleges and universities with "sloppy bookkeeping and 
alleged misuse of Federal research funds - involving hundreds of 
millions of dollars, 1,38 
During the 1977-78 school term a major problem was getting the 
principal investigators of grants to expend funds in the alloted time. 
Principal investigators have been failing to adhere to their budget, as 
specified in their proposal. AUC Business Office Accountant, Patricia 4 
Cooke stated that: "Even when notified of deficiencies, it very seldom 
does any good. It is quite difficult to get investigators to realize the 
importance of expending funds properly."3^ Alluding to these same 
awardees in a letter informing the AUC Chancellor of the 1978 BRSG awards, 
SR-I's Director wrote that "many of the proposals which x^ere funded last 
year did not provide results which would have been satisfactory during a 
^National Association of College and University Business Officers, 
"Administration of Award," presented at Fundamentals of Grant and Con¬ 
tract Management Conference, Seattle, Washington, 12-14 April, 1978, p.V-6. 
36Ibid., p. V-27. 
-^Interview with Patricia Cooke, Atlanta University Center Business 
Office, Atlanta, Georgia, 28 June 1978. 
38Ibid, 
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program review by the NIH staff. "39 Robert Carson, AUC Controller, pointed 
out that "one’s proposal specifies that you’d spend specific amounts of 
money to successfully complete one's research. Therefore, if allocated 
funds are not expended, it is felt that the investigator did not accom¬ 
plish his or her objectives."^® 
Notably, it is a known fact that one should: "Never expect the fund¬ 
ing agency to extend its deadline."^-'- Nevertheless, the vast majority of 
awardees always request extentions from the director even though he does 
not have that authority. "It is as if they are not familiar with grant 
guidelines and deadlines" he relates, "even though they’ve been briefed" 
, 42 
on these matters. 
A perusal of grant guidelines of the two major federal funding 
agencies of AUCSRI, the National Science Foundation (NSF) and the 
National Institutes of Health indicates that federal government proce¬ 
dural manuals are difficult to follow. Still, one has only to contact 
an agency to gain clarification. Agency officials and their staffs are 
readily available to provide assistance in the administration of the grant. 
In its Biomedical Sciences Research Improvement Program (BISRIP) notice of 
grant award, NIH informs the awardees that: 
^Letter from Dr. Walter Sullivan to Dr. Charles Merideth, 24 July 
1978, Atlanta University Center Science Research Institute, Atlanta, GA. 
^Interview with Robert Carson, Atlanta University Center Controller, 
Atlanta, Georgia, 28 June 1978. 
^Jane Belcher and Julia Jacobsen, Ideas" A Process for Development 
of Ideas (Washington, D. C.: Educraft, 1976), p. 14. 
4ZDr. Walter Sullivan, lecture to -Public Administration Seminar, 
Atlanta University, March, 1978, 
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...all grant award notices issued by the National Institutes 
of Health will be dually signed by two appropriate officials 
representing the programmatic and grants management interests 
of the awarding component in overall grants administration. ... 
...in directing inquiries, specific staff members other than 
those signing the award notice have been assigned programmatic 
or grants management responsibility for the particular grant, 
the appropriate names are indicated in the ’Remarks' section 
of the notice.^ 
Here, NIH makes it quite clear that they stand ready to assist the grantee 
in the administration of the award. NIH also makes it quite clear what 
can cause the termination of a grant award. It stipulates that termina¬ 
tion can result from, a determination that: 
1. the grantee has failed... to carry out its approved project 
in accordance with the applicable law and the terms of such 
assistance, or for failure of the grantee otherwise to comply 
with any law, regulation, assurance, term, or condition appli¬ 
cable to the grant. 
2. ...an expenditure not allowable under the grant has been 
charged to the grant. 
3. ...the grantee has failed to discharge its obligation to 
account for grant funds. 
Thus, upon receipt of an award, the management of the budget becomes a 
priority. Improper management of grant awards could cost AUC millions 
of dollars. If the National Institutes of Health alone terminated its 
grant awards to AUC for 1973-79, it would cost AUC $1,117,998 (See 
Appendix B). 
An adequate grants management system should address the common 
budget particulars: supplies, equipment, travel, consultant costs, 
^U.S. Department of Health, Education, and Welfare, National 
Institutes of Health, Notice of BISRI? Grant Award, by Division of 
Research Resources (Washington, D.C.: HEW, 5 June 1974), p. 1. 
^U.S. Department of Health, Education, and Welfare, National In¬ 
stitutes of Health, NIH Guide for Grants and Contracts, vol. 7, no. 6, 
Washington, D. C., 14 April 1978, p. 4. 
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communication costs, personnel, and other expenses (printing and 
duplicating, publishing of research findings, insurance, social 
security, service agreements, etc.). Such a system must allow for both 
direct (actual program expenses) and indirect costs (overhead expenses 
incurred in the operation of the project - e.g., utilities). 
Literature relating to grants management indicate that equipment 
management is a vital function of grants management. The National 
Science Foundation encourages university and college presidents, and 
NSF grantee organization heads, to "examine their equipment management 
procedures and strengthen them wherever possible." Viable techniques 
must be implemented to (1) inventory, (2) locate, and (3) encourage 
shared use of scientific equipment, especially that which is permanent 
and/or expensive. Presently, there is no formal system of inventory 
at AUCSRI. 
An assessment of the current grants management process (referring 
to the administration of the award) for AUCSRI reveals that upon the 
receipt cf a grant., the AUCSRI Director will advise the project director 
and all participants in administering the grant and proceedings to the 
desired goals. In this sense, the Director is perceived as a catalyst. 
Dr. Walter Sullivan, the present AUCSRI Director, perceives the Insti¬ 
tute’s grants management function as encompassing: 
1. the expenditure of funds in accordance with 
program guidelines; 
2. the preparation of fiscal reports; 
3. the preparation of monthly balances; 
^JNational Science Foundation, Office of the Director, "Important 
Notice to Presidents of Universities and Colleges and Heads of other 
National Science Foundation Grantee Organizations: Management of 
Research Equipment," Notice no. 71, Washington, D. C., 24 February 1978. 
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4. the preparation of purchase orders and payroll 
authorizations.46 
The process is characterized by a partnership between the principal 
investigator (P.I.), the Project Director, SRI's Director, and AUC's 
Controller and Business Office, as well as the grantor. The grantor 
initiates this partnership principle by approving an AUC proposal. The 
P.I., the Project Director, SRI's Director, and AUC Controller, along 
with their personnel, then must jointly see to the proper administration 
of the award. Inefficiency (insufficient feedback, inaction, non¬ 
cooperation, etc.) can, and often does significantly hamper this process. 
The procedure for making budgeted expenditures is denoted in SRI's 
Research Policies and Procedures manual. It specifies that: 
All purchase requests, for any category, must be approved 
by the project director and transmitted to the Director 
of SRI who in turn will process the request to the Fiscal 
Office. All disbursement of funds must be approved by 
the project director and the Fiscal Office ... In addition 
to the project director, SRI will maintain a record of 
purchase orders and purchase requests.47 (See Figure I) 
Here, one can readily recognize the aforementioned partnership principle. 
The procedure for controlling expenditures both indicates and exemplifies 
the dependence of the Project Director, and AUC Controller upon each 
other for the proper administration of a grant award (See Figure I). 
Notable problems have been: (1) improper submission of check requests, 
(2) improper submission of purchase orders, (3) late submission of 
purchase orders (received after program deadline), (4) research 
^Dr. Walter Sullivan, lecture to Public Administration Seminar, 
Atlanta University, March 1978. 
^"Research Policies and Procedures,” p. 6. 
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personnel pay schedules not attuned to AUC Business Office pay schedule, 
and (5) non-submission of packing slips (AUC Business Office is required 
not to pay invoices unless it has in its possession the corresponding 
packing slip).4^ 
Figure I 
Flow Chart for Expending Funds 
(Steps) 
These problems can be attributed to system inadequacies, that are the 
result of communication shortcomings that more often conclude with pro¬ 
cedural breakdowns by the. principal investigator. Notably, the Research 
Policies and Procedures manual fails to indicate how to make purchase 
/. Q 
and check requests or handle packing slips."r 
In addition, it was not until its November, 1977 - January, 1978 
Quarterly Report that SRI officially indicated that planning had begun 
for the "implementation of a Grants Management System."50 The reason 
48 
Patricia Cooke Interview, 
49 
See AUCSRI s Research Policies and Procedures. 
50 
Atlanta University Center Science Research Institute, "Atlanta Uni- 
versity Center Science Research Institute Quarterly Report — November, 1977 
— January. 1978," Atlanta University Center, Atlanta, Georgia, p. 2. 
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for this action was the inadequacies of the present grants management 
process. There was to have been an Office of Grants Fiscal Management 
in addition to SRI. That Office was to: 
1. Serve as a depository of all grant fiscal records. * 
2. Provide principal investigators with a monthly 
accounting of grant funds. 
3. Prepare fiscal reports which are due various agencies. 
4. Maintain a close liaison with various agencies and 
foundations.51 
It was envisioned that this office was to be staffed with a Grants Manage¬ 
ment Specialist and a secretary. The office was to "be an appendage of 
the Atlanta University Center Controller's Office."52 However, for 
undetermined reasons, that office was never developed. SRI accepted the 
responsibility of preparing fiscal reports and maintaining close liaisons 
with funding agencies. The Business Office serves as the depository of * 
all grant fiscal records. Neither office provides principal investiga¬ 
tors with a monthly accounting of grant funds. 
SRI has been dependent upon the AUC Business Office for program 
expenditure data. The Business Office receives purchase requests, 
records them, and logs them into the AUC computer system. Dr. Sullivan 
deemed it necessary to implement an "encumbrance system,"53 This is an 
on-line computer program that would make budget information readily 
retrievable to SRI. It will allow SRI to enter budgets, submit 




Robert Carson Interview. 
transactions, and monitor budget expenditures to determine budget 
balances at any time the AUC computer is operational. The present com¬ 
puter program of the Business Office prints out an end-of-the-month 
readout indicating the: month, year to date expenditures, annual budget, 
and budget balance^ (See Figure II). Thus, not until that last work¬ 
ing day of each month can the various budgets be handily assessed for 
total (net individual/specific) expenditures and balances. Furthermore, 
purchase orders (requisitions) cannot be placed on a budget account until 
paid. This prevents an assessment of obligated expenditures (that which 
has been consigned to a vendor, consultant, personnel, etc.). 
AUC's Computation Center Director, Mr. Grover Simmons, discussed 
the "encumbrance system" with SRI's staff 11 July 1978. This was the 
initial phase for making the system operative. Mr. Simmons, had developed 
programs to enter budgets and transactions. Dr, Sullivan had previously 
purchased a computer terminal unit that would allow SP,I to log in on 
AUC's time-sharing computer network. The completed system will log 
budget transactions (transaction codes, purchase request numbers, vendors, 
requestors, purchase order numbers, line numbers, and amounts) and 
indicate budget line items (e.g., travel, consultant costs, and service 
agreements), the budget amount obligations, unobligated balances, and 
expenditures, when requested (See Figure II). It is envisioned that 
this arrangement will become even mere sophisticated in the future, 




(A) Monthly accessible AUC Controller's Office Computer Printout 
(B) Daily accessible SRI "Encumbrance System” Printout 
For each grant, the following is shown: 
(A.) Current Year-to-Date Annual Budget 
Month Budget Balance 





Obligations Unobligated Expenditures 
Balance 
1600.00 2000.00 200.00 1400.00 400.00 
IV 
CONCLUSION 
At AUC, as in most, if not all institutions of higher learning, 
grant administration problems are evident. The analysis of the problem 
indicates that the need exists for the installation of a grants manage¬ 
ment system that is in effect a check and balance system that is 
acceptable to all grants management participants. This system should 
not intimidate or threaten anyone. Instead, it should visibly reflect 
its worth to all concerned. In effect, a philosophy of cooperation 
and collaboration based on mutual benefit must be projected. 
The grants management model which xs being formulated here is to 
detail administration for research rather than admin is tx'ation of_ research. 
In effect, this model has to depict a mutual benefit concept between 
sponsor, researcher(s) and SRI. It must further "administration which 
supports, which facilitates, which serves research."55 Procedures and 
channels to be follox-red have to be clearly denoted. To exemplify a 
collaborative effort, which heightens the prospect for acceptability, 
SRI’s administrators' should go to researchers to identify their needs, 
as well as to express its own needs of researchers. 
SRI, however, must not take the position that researchers are 
responsible, intelligent professionals who do not require reminders of 
obligations. Although specification of released time in a proposal is 
a clear admission by the researcher of his/her available time, one must 
remember that: "It is hard for a principal investigator on a research 
project to split his time among five activities - teaching, research, 
5 5 
'National Council of University Research Administrators, Newsletter, 
vol. IX, no. 5 (May 1978): 3. 
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graduate students and other duties - and still keep good records. 
With this in mind, SRI must go about the business of making sure that 
researchers maintain their records in accordance with program 
guidelines, deadlines, and expenditure ceilings. Hence, SRI must block 
out a realistic schedule that details objectives, their deadlines, and 
the program completion date. Such factors as accumulated delays, e.g., 
delayed deliveries of equipment, supplies, and the like, and unforeseen 
exigencies such as, burgeoning class instruction obligations, must be 
considered. 
An adequate grants management timetable is a model in itself, if 
it. is capable of serving all concerned by assisting all participants to 
maintain a proper time perspective. In effect, a time conscious 
mechanism. Such a timetable would be based on Management by Objectives 
(MBO) principles (See Charts la and lb). The grants management timetable, 
complete with updates, pretermination, and termination meetings are 
projected to maximize both budget control/implementation and performance 
review. There could be a master timetable as well as project timetables. 
Whatever the case, these timetables will assist the observant P.I. in 
his forecasting and planning concerns for budget expenditures, and 
thereby improve the management of his research. Adherence to this model 
can significantly curtail the organizational and coordination problems 
disclosed. 
-^National Association of 
p. V-28. 
College and University Business Officers, 
Chart la 
Task Timetable 
Date Activity Status 
12/10/79 Informal contact with all concerned Completed 
1/1/80 Formal meeting with all concerned Completed 
1/10 Finalize details of Grant Management 
timetable with P.I. 
1/20 Distribute timetable to Controller's 
Office, P.1,, and Department Head 
2/1 Visit P.I. to determine (1) evolvement 
of project and (2) procedural 
problems - if any 
2/10 Assure all concerned that project is 
stable 
3/1-3/28 Monitor project evolvement 
3/29-3/31 Obtain project update from P.I. 
4/20 Hold pretermination meeting with P.I. 
(and Department Head, and Controller) 
5/10 Obtain pretermination update from P.I. 
(and Controller) 
6/1 Hold termination meeting with all 
concerned 
6/20 Hold post-termination meeting with all 
concerned 




Grants Management Sample Timetable - Model 
Grant //: 009 Grant Period: 1/1/90 to 6/1/90 SRI Acct. #: 30L 
Grantor: National Science Foundation 
Principal Investigator: Donthel Hall 
Project: Analyze the Effect of Marijuana on AUC Students 
January February 
1st 
Meet with the P.I. 
and all concerned; 
finalize details 
of Grant Management 
Timetable  
1st 
March April May June 
Meet with P.I. 






















Note: The writer constructed this sample timetable to be an 
example for SRI. 
V 
RECOMMENDATIONS 
To provide assurance that researchers are in compliance with 
program awards, and accountable for their investigations, the following 
recommendations are submitted: 
1. Institute a grants management timetable (model) to 
utilize MBO schedule. Sufficiently investigate all 
AUCSRI grant program participants. 
2. Formulate a manual that will specify guidelines for 
check requests purchase orders and payroll authoriza¬ 
tions and procedures to prevent improper submittals 
and procedural gaps. 
3. Match computer printouts with grantor report forms/ 
requirements. 















Balance Budgeted Obligations 
Unobligated 
Balance Expenditures 
1600 2000 200 1400 400 
5. To prepare for natural expansion, and consequent 
intricate equipment usage, formulate a computer 
program to inventory equipment and supplies. 
6. Send P.I.'s a detailed ledger of incurred expenditures 
to aid them in avoiding over and underruns. 
7. Keep Department Chairpersons abreast of grant expendi¬ 
tures in their departments. Make sure that they are 
parties to grants administration. 
-28- 
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8. Make sure P.I. is aware of the particulars of his/her 
grant. For example, formulate a standard memorandum 
system for information purposes (i.e., pre-termination 
meeting notice, termination notice, report of expendi¬ 
tures ledger form - See Appendices D, E, and F for 
examples). 
9. Maintain a deficit spending policy that allows for a 
reasonable dollar amount to cover understandable 
overruns. 
10. Maintain accurate documentation during and after 
termination of grant. 
11. Scrutinize grant expenditures near the closeout of 
the grant. 
12. Organize a filling system on grant expenditures that 
is both precise and understandable to all present and 
potential users. For example, place the letter(s): 
P on potential grant folders (grants in proposal stage, 
either being formulated, having been formulated, or 
submitted); Ron retired grant folders (non-funded 
grants); A on active grant folders; FY on grant folders 
that are in their final year; and T_ on terminated grant 
folders. A subsequent code sheet should be maintained, 
and made accessible to file users. 
The aforementioned recommendations will assist AUCSRI members and staffs 
to execute the conditions of grants and contracts. These recommendations 
should be implemented when resources are available. 
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APPENDIX A 
LISTING OF CURRENT GRANTS 
1977-78 Science Research Institute Sponsored Programs 
Frogram Director Source Amount 
SISRIP Dr. Joe Johnson NIH $952,849 
Cancer Research Dr. Judith Lunb NIH 37,934 
Environmental Research Dr. Ronald Sheehy EPA 88,166 
Chemical Research Dr. John Hall NIH 21,114 
Molecular Biology Institute Dr. John Browne Macy 50,000 (1) 
MBS Symposium Dr. Walter Sullivan NIH 29,000 (2) 
Eiomedical Research Dr. Walter Sullivan NIH 109,000 (3) 
Undergraduate Research Dr. Winfred Harris NSF 30,000 (4) 
MARC Undergraduate Honors Dr. Winfred Harris NIH 500,000 (5) 
MARC Visiting Scientists Dr. Walter Sullivan NIH 100,000 (6) 
Minority Centers Dr. Thomas Cole NSF 400,000 (7) 
1. This program has been approved and budget negotiations are now 
underway. The amount listed is anticipated. 
?.. This is a contract application submitted at the request of NIH. It 
is anticipated that the program will be funded. 
3. This program is anticipated and is a formula-grant proposal submitted 
to NIH. Unofficial information received indicates that the program 
will be funded. 
4. This program is strongly anticipated for budget negotiations are now 
underway. 
5. This program is now being formulated and will be submitted soon. 
Preliminary information from NIH indicates that the listed revenue 
can be expected if the proposal is approved. 
6. This program is now being formulated. 
7. This proposal is being developed by Dr. Cole of Atlanta University 
in collaboration with the Science Research Institute. 
Source: Atlanta University Center Science Research Institute files. 
APPENDIX B 
LISTING OF FUNDED PROJECTS SINCE 1971-72 
AUC SCIENCE RESEARCH INSTITUTE 
FUNDED PROJECTS SINCE 1571-72 
1971-72 1972-73 1973-74 1974-75 1975-76 1976-77 
NSF-Cooperative Science 
Improvement Program $75,000 $76,000 $43,000 $17,000 — — 
NSF-History of Science 
Program 1,000 2,000 — — — 
NIH-Biomedical Science 
Research Improvement 
Program 3,000 420,000 628,000 756,000 554,000 450,000 
NIH-Community Psychology 
Mental Health Training 87,000 16,000 — — — — 
NIH-Cancer Institute- 
Mouse Leukemia Research — — — — — 54,040 
American Cancer Society 
Research — 20,000 27,000 .14,000 — — 
Macy Foundation-Premedical 
Education Summer Institute — — — 100,000 122,000 55,000 
EPA-Environment Research — — — 22,000 15,000 61,671 
Southern Education Foundation — — — — — 3,000 
NIH-MARC Undergraduate — — — — — — 
NIH-BRSG — — — — — — 
NSF-UR? — — — — — 
NIH-MBS Symposium — — — — — — 








Program 969,256 874,575 
NIH-Community Psychology 
Mental Health Training 
NIH-Cancer Institute- 
Mouse Leukemia Research 37,934 40,211 
American Cancer Society 
Research 
Macy Foundation-Premedical 
Education Summer Institute 
EPA-Environment Research 81,261 











1979-80 1980-81 1981-82 
821,092 
190,857 191,984 196,400 
29,518 
$1,041,467 $191,984 $196,400 
APPENDIX C 
AUCSRI ORGANIZATIONAL CHART 
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APPENDIX D 
EXAMPLE OF PRE-TERMINATION NOTICE 
THE UNIVERSITY OF ROCHESTER 
Intramural Correspondence 
PRE-TERMINATION MEETING 
TO: , Principal Investigator 
FROM: , Research Accounting 
RE: 
X3485, 3486 
Account No. Agency 
DATE : 
Our records indicate that this account will terminate on  
We would be pleased to have a pre-termination meeting at your convenience 
if you feel it desirable. 
The purpose of the meeting would be: 
1. to review the account budget, expenditures to date, and anticipated 
expenditures or commitments for the balance of the project time. 
2. to consider and agree upon any necessary adjustments while there 
is still time to make them on a current, auditable basis. 
3. to raise any questions or problems with regard to closing out the 
project thereby expediting the submission of the final report. 
An early review could assist in the most effective utilization of funds and 
minimize any closing problems. 
5/73 
APPENDIX E 
EXAMPLE OF GRANT TERMINATION NOTICE 
THE UNIVERSITY OF ROCHESTER 
Intramural Correspondence 
TERMINATION NOTICE 
TO: , Principal Investigator 
FROM: , Research Accounting 
X3485, 3486 
DATE: 
Account number , for which you have been 
named principal investigator, will terminate on . 
Please notify us of any anticipated extension or renewal of the project. 
If none is expected, payroll forms indicating a new source of funds for 
personnel currently paid on this account are required. Service departments 
currently charging this account should be notified on the termination; e.g., 
Vivarium, Computer Center, Pharmacy and Purchasing for standing purchase 
orders. 
If you have any questions or are in need of assistance, please call 
extension 3485 or 3486. 
APPENDIX F 
EXAMPLE OF EXPENDITURE REPORT FORM 
THE UNIVERSITY OF ROCHESTER 
Intramural Correspondence 
REPORT OF EXPENDITURES 
TO: , Principal Investigator 
FROM: , Research Accounting 
X3485, 3486 
DATE: 
Attached is a draft of the final fiscal report for account number 
   ’ based on ledger . 
The report should be reviewed for your approval and returned to this 
office. It is important to submit a listing of all outstanding 
obligations during this budget period, in order to take appropriate 
action. Failure to provide this information could result in a loss 
of funds. 
Your cooperation is appreciated and will aid us in a timely submission 
of this report. 
Approved:  
Principal Investigator 
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